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g o 1. In order that you may be aware of how the Message Center is progres-
¥ & sing and can inform General Smith in case he should inquire, I am submitting this
report covering the activities of the Message Center from 1-31 August inclusive,

2, Cables P__x;gcessgz

a, During the period covered, approximately 12,000 cables were

processed, of which 7,500 were incoming 4,500 were outgoing. It is estimated
that over 125,000 copies of these cables were distributed, These figures in-
clude only CIA covert cables for which the Message Center is responsible for d
determining the action and information addressees, reproduction, rout and g
mailing to the customers and obtaining recé:pls for each copy issued. /380 of !
these cables were selected by this office and routed to you as being of possible
interest to Ceneral Smith. During the last week of August, this selective ser-
vice was duplicated for Mr. Dulles, Because Mr. Dulles has interests in parti-
cular subjects and since General Smith receives a copy of every cable furnished
to him, more cables are now being routed to General Smith than before, [ o

, ek

< b. The Scresning Section of the Message Center, which handles Nom-

CIA cables, screened 8,000 cables sgainst customer requirements. 25% were filed
as being of no interest, while 75% were routed under cover sheets to the various
covert offices of CIA., Approximately 300 non-CIA cubles each month are of such
" wide gemeral interest that they must be reproduced and malled to the interested i
offices in the same manner as CIA cables. Generally, non-CIA cables are reproduced *
only when the number of customers exceed the number of extra coples received from oo
the outside ~gency. =

i

3. Cable M :

| vith other interested elements of the agency and will be ready for publication
| 1 September 1952, A steriliszed field version has also been prepared and will
be ready for publication at the same time,

b Vists:

With other members of my office, I have visited the offices comparattlé; £t
to CIA Message Center in the Deportments of the Army, Navy, Alr Force and State, ’

A revised sdition of the covert cable manual has been coordinated //!‘ -
/ ;

a8 well as the Joint Chiefs of Staff and| | The pur- 25X1 A
pose of these visits was to study the methods em and to utilize such of
those methods as were usable in our office, and I have also visited each’

Forelgn Division to discuss their cable requirements. Effective soon after 1l
September a somewhat standard distribution will be instituted and on that same
date cable coples (other than Top Secret) will no longer be individually number’
We 411 continue to require a receipt for the total number of coples issued to’
given office to insure delivery and to thus clear this office of responsibilly

o K S
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for informing interested offices of subjects coming within their spheres of in~-
terest or operations. Since there is no requirement for accounting for cables
by copy nmumber and since destruction is a local receiving office responsibility,
it was believed that the practice of placing a copy number on ezch copy of a
cable other than those claseified Top Secrct served no useful purpose,

5. Mespage Cenpter:

a, Table of Organigzatiom: We are presently operating the Message
ter on a T/O of 9 slots established for the Cable Secretariat augmented by
25X1 positions comprising the Processing Branch of the Signal Center, Within the
( next two months I will submit an estimate as to personnel needs. I believe that / /
25?(/1 1(» wil% need a total of [ |people as indicated by the enclosed Tentative T/0
; TAB A),

b. Personnel: We are now operating with [ | people including myself 25X1
_ which is critically close to the diunger point. There is no margin to cover any
‘ emergency which might develop. Only by working 1,000 hours of overtime in the
] past month and relying on the Signal Center staff for 50% of our recopy and
proofing work have we managed to keep the cables moving. At present 8 people are
being investigated and processed for eventual employment with the Message Center.
To offset this, we are scheduled to lose the services of 6 people by the end of
September by reasons of maternity leave or transfer., Few if any of the 8 people
processing are expected to enter on duty by that date. Thus we are facing the
prospect of taking on the additional duty officer coverage and the acceptance and
accoumtabllity of outgoing cables with even fewer persommel than are required to
perform the functions already established., Primarily we are short of a general
labor staff of typists and general clerks at the 0S-3 or GS~4 level, I believe
we must secure the services of a minimum of 11 of these peaple before we can accept
the responsibilities of the Special Operations Duty Officer, and also accept cables
for processing prior to passing them to the Signal Center for sncryption and '
transmission. It is believed that this comparatively untrained low level working
staff can be trained in a short time and thus free our more experienced personnel
to give full attention to the more complex duties in the Message Center. TAB B 25X1A
ia a copy of a memorandum sent tof on this subject., I will kesp you
advised of our pregress in getting these people,

¢. Organization and functiom: Attached (T4B C) is an organization
apd fynction chart setting forth the organization of the offic® as I envision
it when sufficlent personnel are assigned to make this possible, The functional
part of the chart is the first attempt to set down in writing just what the func-
. tions of the Cable Secretariet are, I would appreciate any comments you might /‘
y have in this regard since this will be the directive upon which ws will operate. | i
l You will note that we have shown certain functions as being considered properly / /
] a function of this office but which we are not now performing. I want to take
\1 these functions over from the Signal Center as soon as possible, but must await
\  the assigmment of persomnel in sufficient number to insure that we can do the }k

/

Job. Signal Center utilizes 1l highly-trained individuals in their Watch Offic
Traffic Control Officer structure, and generally, it is this staff which I must \

duplicate from the experienced bodies we now have on duty. | \

\
\
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6. Messenger Servige:

AL present, some divisioms call for their cables the first hour in
the morning, we deliver the next hour, they pieck up the following hour, etc., for
the entire day. Also, we deliver, using our own clerks and supervisors, to cer-
tain points in "L" and Administration Bulldings. We use the "L" messenger service.
We use officer couriers. This hodge-podge of & system is entirely unsatisfactory
to me on the grounds that it is too slow, too hit-and-miss, and not &t 2ll in keep- _
ing with the otherwise expeditious hendling of important cable traffic, I propose ||
to employ messengers under Message Center supervislon to insure that cables are / (
delivered with speed consistent with their being transmitted by electrical means.
I will coordinate this with Management,

7. ble or Poo 88 of Ca :

A study has been made of the causes of poor copies reproduced by ditto.
A CIA notice has been published (TAB D) which is intended to assist the origina-
tors of cables Lo prepare better ditto masters, Other means of reproduction / (
(Ma1tilith, Mimsograph, Zerography and Ogalid) were sxamined, but it appears most ||
feasible to take corrective action in the field of ditto, which has been done, We '
sxpect to have a better grade of ditto master, and will continue to educate and
assist the originstors to prepare better ditto nasters, :

8. lMorale:

The morale of the personnel is good despite the pressure of working
under staffed and on around-the-clock schedules. I believe that space and faci-
lities should be provided for a day room to serve Message Cemter and Signal Center
personnel as indicated by memorandum (TAB E), I feel quite strongly
on thies point and would a you can do which would make possible
Lhe achievement of this objective, I kmow the conditions of night work and be-
lieve that this request cannot be considered as mwllycoddling or catering unneces-
sarily in any way to the people who must work night shifts. Both the State Depart-
ment and Pentagom Bulldings have facilities available for their shift personnel to
obtaln hot coffee and to get away from their desks in a suitable space to consume
their meals,

9. Geperal C t,8:
I am oonstantly impressed with the fzct that this office » with &

\ relatively asmall and over-worked staff, can process and distribute to the

offices in this agency, the volume of cable traffic that it does. 25X1A
and his very capable staff are to be commended for their work, However, in order

to keep the work moving, many cormers have been cut which should not, in a tightly

run, efficiently operated shop, be cut,

_ &, Supervisors with ability aad responsibility to perform the highest
grade of work in the office are forced into being productive workers turning out

volumes of work only slightly less than the individuals whom they supervise, In-
adequate sup.rvision is the inevitable result. This must be eliminated,
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b. Cable distribution is not being reviewed to my satisfaction to
insure that the distribution is in line with our complex distribution require-
ments. lack of personnel is the cause,

¢c. Cable processing is too slow. Confirmation copies of outgoing
cables are scmetimes delivered three and four days after transmittal. Priority
is given, and correctly so, o incoming traffic. Even incoming traffic is held
up for lack of persomnel to handle it promptly.

d, Receipts signed by the recipients of copies of cables are not being
matohed and filed promptly with the receipt executed by ihs messenger, This is a2

laxity which I feel should not be allowed to contimue, but which I need personnel
in order to eliminate. .

e. There ie no orderly flow of work in Message Center for the simple
reason that eash person is forced into doing two or more jobs in order to keep
cables moving., When we are staffed in accordance with tentative T/0 as shown
(TAB A) I believe we can and should process and deliver incoming action copies
within three hours of receipt provided the office is open to receive such cables.
Priority and higher precedence cables should be processed and delivered within an
hour of receipt. Information copies of incoming cables should be delivered almost
simultanecusly with actlion coples. Confirmatien copies should be ready for de-
livery, or delivered if during office hours, within any 12 hour period, Initially
this is the objective we are andeavoring to achieve,

25X1A

-~ SECRET
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Chief, Administrative Office 28 August 1952 &
Cable Secretary
Personnel ‘Reqni_'rem(anta ' ; i
1. In confirmation ot. our conversation of yesterday, the Cable éécr_etariat

will assume the responsibility for providing a competent duty watch within thirty, . -
days after personnel are assigned to fill the following vacanciess

4 Typist-proofreaders GS-4
5 Clerk-typists - GS-3
2 File Clerks GS-3

2, These eleven persons will be slotted agéinst the following Signal . Tl
Center Processing Branch Table Of Orgenization vacancies: R

Slot ‘ GS_Grade of New Employee::
374~19
374~20
3Th~21
ITm22
374~23
375

375-01
375-02
376-01
385

385-01

I::}mewuuur#k#
[N

Total

While the assignment of typists-proofreaders, clerk-typists and file clerks A
to these slots is not technically correct, it appears to be the best interim :
solution until a revised T/0 is approved,

3. It should be made clemr to prospective employees that this will be
shift work. Prerequisites for the typist-proofreaders and clerk-typists are
high school education and ability to type 2- WPM without error.

L. Messengers are not belng requisitioned at this time wince coordination
has not been effected with Organigation and Methods; however, I am quite con-
vinced that messengers operating under Message Center control are essential in
order to insure expeditious delivery of cables and to free our operating personnel
from performing the messenger functions to Admin and "L" Buildings, Therefore,
messengers will be requisitioned at a later date,

Encl: TAB A %Tentative Msg. Cen, T/0) 25X1A
TAB B (Exdisting Msg. Cen. and N s ‘
Cable Secretariat T/0) Seorr QL]
- ecurity Informatign
/
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Executive Officer of Commnications 4 25 August 1952 .
Chief, Signal Center ' ‘

Additional Space in the Signal Center/Message Center Area,

l. It is requested that the necessary space to establish a day room
in the 8ignal Center/Message Center area be allocated at the earliest practicable
date, - The necessity for this facility is apparent bused primarily. on.the fact
that the Signal Center/Message Center are in operation 24 hours a day, 7 deys a week.
Because no suitable eating establishments are located in the immediate ‘avea after
normal working:hours of: the Agenoy, approximately 65%. of the Signsl Center/Message
Center personnel Junchee and are forced to consume same at their position

of work, The obvioua ‘s‘ecurity'axiid‘» morale factors prevail, o
24 The. dajf room, when established, will contain a refrigerater, a hot
plate, and coffee facilities, The foregoing will be the subject of a Beparate
megorandum at such time as the epace is allocated, :

3. :anr' effortis on behalf of the Signal Center/Message Center in re-
lation to this subject will be dseply appreciated,

25X1A

ORIG: PKL/md
cc: Cable Becretariat

Fu o - a _.-i".
Loy
Security fnforp 14y

Fay
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Organizatibn and Methods Service ' 31 July 1952 L
Cable Secretariat

Request for Issusnce of CIA !iot.ice

l. It is requested that the sttached draft, subject: "Illegible
Confirmation Copies of Outgoing Cables," be reproduced and distributed as
a CIA Notiéd,

2, It is believed that Distribution No, 3 would be appropriate for
this proposed Notice,

| 25X1A

Cable Secretary v

- SEcET

Secur:t,y Informatfdn‘
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Espcutive Officsr of Communications 25 Augost 1952
Chief, Signal Conter

le  It.1e requested that ths necessary space to establish

& day room in the Signal Center/Message Center area bs sllocated
at the m;i&ust practicable date. The necesaity for this facl): ty
i apparent based primaridy on the Zact that the Signal Conter/Mewsage
Centat are i cparation 2 hows a day, 7 days & weske-DasaamscnD
sutteble eating establishuents are located in the immedinte Sret after
normal. working hours of the Agsncy, spproximately 65% of the
ﬁm Gmw/m:m Gigntw mam;al bging lunches and are forced

consume Sunoe at thelr pasition of wor
morale factars preveis T 3 The cbvlous security snd

& hot plate, and coftoe ectlities, The foregetng Wil be ty sim it

of & geparate memorandus at such time as the space is allooated,
3¢ Your efforts on behalf of the Signal Canter/Message ~

in ‘%m%m'mgﬁggmmm@mm%ﬂzam mw |

ORIGSPKL/md
ecs  Cable Ssorotayiet
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SUBJECT: Illegible Confirmation Coples of Outgoing Cables

1. Despite the fact that originators of outgoing cables have had
sufficient experience with the new snap-out cable form to indicate to them
that the form is susceptible to considerable variztion in the guality of con-
firmation coples reproduced, Message Center continues to receive a dispropor-
tionate number of outgoing cables from which it is impossible to reproduce
legible confirmation copies, Hith very few exceptions, this illegibility results
not from faulty cable forms but from failure of the typist to exercise proper
care in typing the cable, One or more of the following factors may be involved
in the preparation of an outgoing cable which reproduces illegible confirmation
copiess

a, The typist fails to maintain a firm even touch in typing.

b. The touch control on the typewriter may be set so that the
machine types too lightly to produce & good Ditto master., This difficulty
can be corrected by properly adjusting the touch comtrol,

¢. Tha typing action of certain typewriters is such that the
machine tannot’ posaibly produce a good Ditto master, This difficulty can be
corrected by exporimenting with the various typewriters in the office uniil
one if found which produces clear Ditto masters, Thereafter, that typewriter
should be used for typing o:tgoing cables,

d. The placing of additional sheets of carbon paper and tissue in
the typswriter along with the cable form in order to make additional coples
so cushions the Ditto master that relatively poor masters can be empected,
Your attention is dirccted to the fact that the making of more than one carbon copy
of an outgoing cuble is forbidden, This suthorigzed copy is the pink sheet which is part
of the cable form. If the originator has received specific authorization to make
additional carbon coples, those copies should be prepared separately by retypin:
from the original cable,

2, Handwritten corrections made after the cable has been typed very fre-
quently fail to reproduce properly. Thia difficulty can be corrected in the
following manner:

a, Make the sorrections on the blue original leaving the E%g
protective sheet in place, This makes a carbon tracing only on the top o
the Ditto master, :

b. Remove the purple protective shest. 1ift the blue original and
first carbon sheet, and retrace directly on the Ditto master the correciions

impressed thereon, This retracing will prfduce z clear impression on the under
side of the Ditto master,

3. In an effort to improve the general quality of confirmation copies, the
Cable Secretarist will maintsin a continuing check on such cables, If it is as-
certained that any specific originator frequently submits outgoing cables which
reproduce poorly, the Cable Secretariat will investigate the cause and will suggest
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